· Organizational excellence through diversity and inclusion requires an organization to find a goal that resonates with its stakeholders and then create collaborative communities that focus on achieving that goal. This strategy positions an organization to use the full diversity of those stakeholders for tasks such as problem-solving, innovation, quality initiatives, and the acquisition of resources.
· Diversity and inclusion work is hard, and it's not enough to have a vision. The real challenge for organizational members is translating the vision into action. This requires a change in practices and policies to support a shift in the mindset and behavior of organizational members.
· A build-through-doing approach on diversity and inclusion entails learning, doing and reflecting as practices are implemented. For this approach to work, organizations have to be willing to experiment and create psychologically safe spaces for the learning to occur.
· Thus far, for the Council of Michigan Foundations bridge-building work for diversity and inclusion has involved recognizing the inherent risks; engaging champions, experts, allies, and colleagues as partners and supporters; and having the monetary resources and dedicated staff needed to carry the work forward.
An Experiment in Michigan
Many leaders who embrace their role as change agents are familiar with the expression "building the bridge as you walk on it, " a term coined by Professor Robert Quinn (2004) to describe a journey of change where the destination is organizational excellence. To embark on this journey, organizations adopt a mindset that excellence is a form of positive deviance and requires experimenting, reflecting, and learning as you go. Imagine what this journey might look like if the goal were excellence across a network of organizations in a particular region. Now imagine that those organizations were working on excellence in an especially tricky area of work: managing diversity and building inclusive cultures. What kind of bridge would you need to build? And how would you build it?
That has been the challenge faced by Michigan foundations participating in Transforming Michigan Philanthropy Through Diversity & Inclusion (TMP), a six-year research and development effort of the Council of Michigan Foundations (CMF). A unique experiment, TMP is the only statewide, comprehensive effort to promote diversity and inclusiveness among foundations in the country. It provides an important test case for regional diversity strategies in organized philanthropy. This article will examine TMP in terms of the bridge it is building and, in particular, the way it is building it. We explore five stages of the process:
1. deciding to build (the rationale for such an initiative); 2. creating the blueprint (development of a strategic plan); 3. assembling the support structure (engagement of trustees, partners, and experts); 4. laying the roadway (member mobilization); and 5. reinforcing the bridge (plans for future work).
Along the way, we examine the turning points, challenges, and lessons that emerged from building the bridge as we walked on it, and explore the implications for future diversity efforts in the field.
Defining the Terms
For organizations, diversity can be understood in both internal and external terms. On the internal side, diversity is typically defined as the extent to which an organization has people from diverse backgrounds and communities working as board members, staff, volunteers, consultants, and vendors. But some take it a step further and see diversity work as extending beyond an organization's walls to include the communities it serves.
In planning TMP, the Council of Michigan Foundations took this broader, external view.
Diversity was defined as follows: Diverse individ-
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The Diversity Wheel THE FoundationReview uals are from different genders, national origins, ethnicities, races, cultures, generations, religions, economic backgrounds, gender identities and sexual orientations, and possess different skills, abilities, lifestyles and beliefs. In this way, diversity was seen as encompassing the full breadth of societal differences included in the "diversity wheel" (Figure 1 ), such as race, gender, disabilities, sexual orientation, religion, socioeconomic status, and life experiences (Perry, 1993) .
As CMF's work progressed, the understanding of diversity evolved to emphasize inclusion. CMF defined inclusion as: Inclusive philanthropic organizations seek out and consider the perspectives of diverse individuals to overcome current and historic systemic barriers and exclusion thus ensuring that all individuals have equitable opportunity to participate in society and philanthropy.
By the end of the second year of TMP, as board and staff worked on an overarching vision for the initiative, a third shift occurred in the scope of work to incorporate social equity. As illustrated in Figure 2 , building the bridge for philanthropy requires not only managing the diversity of stakeholders (the "who") and their inclusion in the process (the "how"), but also adopting a socialequity lens. To consider social equity as an aspect of bridge-building is to reflect and act upon the goal of creating a state (the "what") where people experience equality of opportunity and are not denied access to resources as a result of their backgrounds, personal attributes and group characteristics (Pease, 2009) . In turn, a social-equity lens leads organizations to reassess their policies, practices, outcomes, and culture in terms of fairness (Capek & Mead, 2006) .
Diversity and Inclusion as a Pathway to Excellence
Foundations play a significant role in the United States by being stewards and distributors of resources for public benefit that otherwise would be contributions to the federal and state treasuries (Capek & Mead, 2006) . They create value by maximizing resources for philanthropic purposes through their core work of grantmaking, how they organize human capital and their relationships with partners, colleagues, and grantees. Foundations are not only grantmakers but also employers, economic entities that consume services and products, investors in financial markets, and community leaders that serve as civic partners and conveners of collective capacity-building activities (Chao, Parshall, Amador, Shah, & Yanez, 2008) .
Against this backdrop, many foundations have looked to diversity and inclusion as a pathway to organizational excellence and ultimately sustainable impact.
This idea was a key ingredient in TMP. The team recognized, for instance, that a key characteristic of excellent organizations is a learning culture that provides safe psychological space for all members and collaborators to share knowledge FIGURE 2 Relationship Between Diversity, Inclusion, and Social Equity and capitalize on different perspectives (Thomas & Ely, 1996; Edmonson, 1999) . They also believed that excellence requires an organization to find a goal that resonates with its stakeholders and then create collaborative communities that focus on achieving that goal. This can position an organization to use the full diversity of those stakeholders for tasks such as problem-solving, innovation, quality initiatives, and the acquisition of resources (Bell, 2007) . When differences are given a voice in organizations, it challenges stakeholders to take a holistic systems perspective, see new possibilities, take risks, and explore untested terrain (Senge, 1990; Wooten, 2006) . It also creates a work environment where individuals feel valued, which in turn generates engagement, high-quality connections, and effective teamwork among employees (Dutton & Heaphy, 2003) . In short, building diversity and inclusion allows stakeholders to cocreate a learning organization, one that unlocks the potential of differences.
"Becoming a learning organization is a continuous journey, and a major component of that journey is managing diversity and inclusion, " says Lynn Perry Wooten, clinical As a critical success factor in TMP's creation and subsequent progress, the role played by Guttierez, Roberson and other CMF trustee and foundation member champions can't be overstated. Change efforts benefit from the work of champions because they bring the vision and values of diversity and inclusion to fruition (Kotter, 1996) . These individuals envision the changes, advocate with other change agents, and act to realize the changes. In the case of TMP, initiative planners say CMF's regional strategy might well have "trudged along" were it not for those champions.
Still, despite this support, the decision to lead regional diversity and inclusion work carried risks. It would automatically put the spotlight on CMF's own organizational performance on diversity. Indeed, this was by design -the initiative's objectives included strengthening CMF's internal diversity and inclusion practices, an area where the organization had made only limited progress through the first phase of its work on diversity (2002) (2003) (2004) (2005) (2006) (2007) . The risk didn't stop there. As TMP developed, it became clear that the initiative would only create sustainable change if it were sufficiently comprehensive, designed by a diverse group of stakeholders, and supported by a critical mass of high-profile champions -obviously a tall order.
More broadly, there was the risk of moving into what was relatively uncharted territory for a philanthropy association, despite CMF's experience and capabilities. "We weren't choosing from a menu, " says Rosenberg (Rosenberg, 2010) . "We were creating a menu. "
Creating the Blueprint
In response to the funders' request, CMF developed a five-year strategic plan for the regional diversity initiative in the summer of 2007, consulting several internal and external partners 2 along the way. Doing the strategic plan was a pivotal move for the TMP initiative. It built on a set of lessons learned in the first phase (2002) (2003) (2004) (2005) (2006) (2007) ) of CMF's work on diversity, including:
• Be strategic right from the start.
• Be aspirational enough to engage members who have become cynical about change ever happening.
• Build internal capacity to effectively manage the initiative and find recognized experts to help.
• Secure multiyear funding and dedicate significant staff time at all levels of implementation.
• Focus the change inside CMF as much as among members to build credibility.
"We had fallen into enough potholes by 2007 that we really understood what a diversity and inclusion effort on this scale would take, " Vicki Rosenberg says (Rosenberg, 2010) . "That knowledge made it possible to design a strategic plan, something we were unable to do in 2002. We were humbled but committed, and ready to take the risk of learning as we went forward."
One overarching lesson from CMF's nearly tenyear effort to advance diversity on a regional scale is to aim high.
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"Diversity and inclusion work is hard, and it's not enough to have a vision, " says Lynn Perry Wooten (Wooten, 2010) . "The real challenge is how to translate that vision into action. How are you going to achieve it? We find many for-profit and nonprofit organizations will come up with a vision but not tie it to actions. That's why developing the blueprint, the map of where the initiative was heading, was such an important aspect of CMF's process. "
According to Rosenberg, another major turning point came in naming the initiative, when Rob Collier pushed the broad frame of "transforming Michigan philanthropy. " It was an ambitious statement and signaled that the effort would be an organizational priority, build a significant body of work, focus on organizational excellence, and aim to have a major impact on the field, going well beyond a desultory series of workshops and meetings.
A Build-Through-Doing Approach
The work cycle for TMP ( Figure 3 ) was patterned after the action research framework (Coghlan & Brannick, 2005; Reason & Bradbury, 2001) . A plan of work identifies actions. While being implemented, those actions are observed by predefined groups. They then reflect on what they've learned and reframe the plan accordingly. Then the cycle begins again.
Two examples from TMP planning illustrate this approach.
One was the development of the initiative's objectives. TMP's original goal was to increase the effectiveness and accountability of organized philanthropy in Michigan. Originally, four initial objectives were identified to advance this goal:
1. Become a model regional association and national resource. 2. Increase CMF members' awareness, understanding, and action in diversity and inclusion. 3. Help member foundations commit to and make substantial strides toward institutionalizing diversity and inclusion. 4. Increase the diversity of foundation staff, executives, and trustees.
But after a good amount of both action and reflection, the team revised TMP's goal and objectives. 3 The new goal was shortened to: Increase the effectiveness of organized philanthropy in Michigan. The word "accountability" was removed to address the concern that diversity and inclusion were being presented as required, and even potentially regulated, rather than voluntary. THE FoundationReview
In turn, TMP objectives were changed as follows (Figure 4) The analytical emphasis came to characterize every step of TMP. "It's often, 'Show me the numbers, '" says Lynn Perry Wooten (Wooten, 2010) . "Having the numbers and the research to support it can help you engage with the naysayers. At the very least, they can't be in denial anymore. Once you show them the data, then you need to show them why they should care. "
Each study has been used to inform discussion, establish baseline data, and support priority setting.
Lessons Learned From the Landscape Scan 5
What is the value of diversity and inclusion in philanthropy? Michigan foundation leaders agreed that diversity and inclusive practice are essential for impact in philanthropy. The point is not to be diverse and inclusive just to do the "right thing," they asserted. More specifically, foundation leaders identified the following interwoven motivations driving their efforts:
1. to be relevant and secure a positive public image, 2. to maximize effectiveness, and 3. to respond to political realities.
Why is diversity work so hard? Even foundations with sincere and stated commitments to being diverse and inclusive find it difficult to build diverse and inclusive boards, staff, grantmaking programs, and foundation operations. There are real reasons that foundations have trouble moving beyond the rhetoric: The issues seem intractable, foundations are often culturally complacent, and the questions that need to be asked are hard, even taboo, to discuss. The issues within any given foundation are compounded by broader social, organizational, and sector-wide factors.
Real approaches to growing diversity among Michigan foundations 1. Shout and model a commitment to diversity and inclusion from the top.
2. Clearly and intentionally define what you mean by diversity.
3. Build the values of diversity and inclusion into formal policies.
4. Test practices and structures that can nurture and incubate diversity and inclusion.
5. Bring on the right people -develop boards and staff with a diversity lens.
6. Shore up organizational culture to support diversity.
7. Establish measurable goals, collect data, and model transparency.
8. Find creative ways to get the perspectives you need.
9. Create grantmaking programs that directly address diversity and inclusion issues. A landscape scan of policies, practices, and experiences was drawn from more than 60 interviews of leaders from 15 CMF member foundations as well as national experts and field leaders (see Table 1 ). The landscape scan presented stories, lessons, opportunities, and challenges encountered by Michigan foundations that had been working on becoming more diverse and inclusive. It provided an important snapshot of diversity and inclusion among engaged CMF member foundations and served as both a baseline and context-setter for TMP. Other partnerships, such as those with the Council on Foundations, BoardSource, and the Michigan Nonprofit Association, provided valuable opportunities to learn from each other's experience, get early access to research reports and data, exchange advice on new initiatives and strategies, expand the networks of colleagues, and provide leadership opportunities to respective members. A recent example is the CMF/BoardSource Community Dialogue for Diverse Foundation Trustees, the first of three BoardSource dialogues conducted in the U.S. and the only one focusing solely on foundation trustees.
A Symposium and a Scholar Galvanize the Work
The most notable product of the partnership with DPP was the Knowledge Symposium on Diversity & Inclusion in Philanthropy: The Michigan Experience, held in March 2009 in Detroit. The more than 80 participants in the three-day event included representatives from 23 CMF member foundations -many attending in CEO-led teams -national experts and partners, CEOs or senior staff from other regional associations of grantmakers, CMF trustees and staff, and DPP consulting team members.
To build the symposium, a CMF/DPP team first interviewed 60 individuals targeted for participation, including CEOs of 15 CMF member foundations, most of whom voluntarily provided copies of organizational policies that the TMP evaluation team analyzed for explicit statements about diversity. Other interviewees included senior staff of regional associations of grantmakers, grantmaker associations and affinity groups, along with individual thought leaders and national experts working on diversity and inclusion from inside and outside the philanthropic sector. The result was the "landscape scan" discussed in the previous section.
The symposium was filmed for a DPP documentary on Michigan's experience. Three major reports captured the proceedings and findings from the interviews and policy reviews. Together, this documentation provides an important touchstone and baseline of Michigan foundations' policies, practices, experiences, and aspirations for becoming more diverse and inclusive. These outcomes continue to inform and ground TMP's work.
Another outcome of the symposium was CMF's relationship with Lynn Perry Wooten. Wooten had been invited to present on organizational culture as an element of organizational excellence, a focus of her work at the University of Michigan.
Recognizing the value of framing its commitment to diversity and inclusion through the lens of organizational excellence and results, CMF actively engaged Wooten as an advisor to TMP. Wooten soon became an invaluable resource for CMF, which created its first Scholar in Residence position and appointed Wooten in January 2010. In that role, she serves as a trainer, sounding board, researcher, knowledge broker, and advisor on all aspects of the initiative.
An Executive Team Drives the Strategy
From its Phase 1 work on diversity between 2002 and 2007, CMF learned that building internal capacity to effectively manage an initiative was essential and required securing both multiyear funding and dedicated staff time at all levels of implementation. To build that capacity, the TMP budget included a new half-time director of diversity and inclusive practice at CMF. That position was filled in fall 2008 by Kimberly Burton, a former corporate grantmaker from Detroit who, in January 2010, became co-leader of the TMP with Rosenberg. With the new team in place, Rosenberg and Burton began a steady and continuing effort to engage every CMF staff member -from administrative to executive levels -in some aspect of the initiative's work.
Laying the Roadway

A Campaign Builds Member Awareness
By 2008, CMF understood that the majority of its members were not actively engaged in becoming more diverse and inclusive and decided to focus on raising member awareness of and interest in diversity and inclusion work through a long-term communications campaign. (For the small group of engaged and committed members, a different strategy would be developed.) It also knew that success would rest on finding rationales that resonate with and inspire members who hold a wide range of perspectives on the value and relevance of diversity and inclusion.
The communications campaign began with a letter from board Chairwoman Diana Sieger, president and CMF Board Chairwoman of the Grand Rapids Community Foundation, in the spring 2008 issue of CMF's "Memo to Members" newsletter. In the letter, Sieger announced the TMP initiative, framed it as a logical next step in CMF's long-term commitment to diversity and inclusion, and raised the level of urgency based on the very real threat of legislated diversity and inclusion measures, represented at the time by likely passage of California Assembly Bill 624. It was a call to action that used external pressures to raise member interest in the work.
Today, the awareness campaign continues through regular CMF NewsWire articles, updates in "E-News, " annual conference sessions, web postings, in print and electronic newsletters, and convenings. Through these communications tools, CMF is positioning TMP as: (1) one of several diversity and inclusion initiatives underway in the sector and thus part of a broader movement (rather than an outlier); (2) responsive to and supported by CMF's board and members, represented in quotes, photographs, and participant lists; (3) substantive, rigorous, and driven by research (rather than moral arguments).
For the Committed, a Learning Network
Meanwhile, CMF set out to more deeply engage the small group of members who were already committed to the work. The strategy was to involve these members in a series of events and opportunities toward securing their participation in the TMP Peer Action Learning Network, slated for piloting in 2010. During and after the March 2009 symposium, CMF engaged these members through surveys, interviews, and advisory groups. The first cohort, limited to 36 participants, includes CEO-led teams from three community foundations, a staffed family foundation, CMF, and the Michigan Nonprofit Association, which is taking steps toward developing a parallel initiative to TMP to increase diversity and inclusion within Michigan's nonprofit sector. 
Reinforcing the Bridge
CMF Focuses Within
For the Council of Michigan Foundations to achieve its objective of becoming a model regional association in the area of diversity, and to maximize its credibility as TMP organizer generally, it had to become diverse and inclusive itself. It has employed five strategies to do so. The CMF board of trustees seeks to recruit individuals as board members who are committed to the organization's mission and governing process. CMF will seek diversity among its board of trustees to ensure that a range of perspectives, opinions, and experiences is recognized and acted upon in achieving its mission. The foundations represented on the board will encompass a variety of philanthropic organizations, from diverse geographic regions, and asset sizes. Among individual members CMF will promote diversity in expertise, disability, national origin, ethnicity, race, culture, generation, religion, economic background, sexual orientation, gender identity, and with different skills, abilities, lifestyles, and beliefs.
At the staff level, the Employee Handbook has been updated to include more inclusive language and policies covering hiring, vendors and domestic partner health benefits (same and opposite sex) added. 
Conclusion
Transforming Michigan's philanthropy for diversity and inclusion has put CMF trustees, staff, consultants, and partners into a continuous change cycle of planning, acting, and reflecting. At every phase of this difficult bridge-building work, initiative leaders encountered resistance and were forced to articulate -and, indeed, expand their sense of -why diversity and inclusion matters. The effort to close the gap between the reality of diversity and inclusion practices and TMP's aspirations led CMF to take a hard look at not only its member organizations' practices, but its own. It also led the players to recognize how essential it is to create a network of champions to provide insights, resources, and personal advocacy to move the work forward.
Five specific factors have proven critical to building the bridge for diversity and inclusion:
1. recognizing the inherent risks as well as benefits of innovative diversity work; 2. learning through an ongoing cycle of planning, action, and reflection -a fixture throughout the TMP process; 3. understanding the connection between diversity and inclusion on the one hand and organizational excellence on the other; 4. engaging champions, experts, allies, and colleagues as partners and supporters; and 5. having the dollars and dedicated staff needed to carry the work forward.
More broadly, the success of CMF's regional diversity strategy has rested on three fundamental elements: thinking strategically, building capacity, and inspiring commitment.
First, the TMP team's strategic thinking drew on both CMF's substantial knowledge base as well as the purposeful development of new knowledge. It was a generative process of integrating multiple knowledge sources and multiple stakeholders and it was the catalyst for the focus on capacity.
For the Council of Michigan
Foundations to achieve its objective of becoming a model regional association in the area of diversity, and to maximize its credibility as TMP organizer generally, it had to become diverse and inclusive itself. THE FoundationReview Second, CMF was able to build its capacity through a careful examination of the landscape of Michigan philanthropy and its greatest opportunities for seeding diversity and inclusion initiatives. This required visionary leadership, resources to support CMF's work, and an infrastructure to implement projects.
Third, TMP's success would not be possible without the careful, steady cultivation of urgency and commitment among the initiative's participants. Leading such diversity and inclusion initiatives must be done with the head (thinking strategically) and hand (building capacity for implementation). But it's important to not forget the heart -how it is the passion and commitment of participants that will ultimately decide if Michigan philanthropy can be transformed through diversity and inclusion. 
